




































































modify the jobs that we initially have de-
signed.

A recruitment effort depends on the
hard work of a lot of dedicated people,
not just the volunteer coordinator. These
people include staff, volunteers, board
members and people recruited to help
with the effort. The volunteer coordina-
tor's job is to prepare these people. They
must have a systematic and uniform un-
derstanding of what they are trying to do
and of how best to do it. In preparing for
the campaign, the volunteer coordinator
should consider the following six major
tasks:

1. Who are we trying to recruit?

Are we targeting a particular group, or
will any member of the community do?
This is a question most of us don't ask
because we have had experience with
successful volunteers from a variety of
backgrounds. It is easier, however, to re-
cruit if we have some particular types of
people in mind because it is easier to
target our message to the needs of that
particular group. Messages sent to the
general community have to apply to ev-
eryone, and often wind up speaking to
no one.

So ask, is there a certain type of per-
son we want? Do we want someone from
a particular age group? Do we want
someone of a particular sex or ethnic
background? Do we want someone with
certain professional skills? The answers
to these questions may be multiple—we
may want young, old and middie-aged
people, for example. But if we have
reached this conclusion in a thoughtful
way (rather than merely saying, “We'll
take any age group”), we can then begin
to target a recruitment campaign on
each of these groups, with a slightly dif-
ferent message to each.

2. Where will we find them?

Once we have determined who we are
trying to recruit, we can ask, “Where will
we find them?" If we are after a certain
type of professional, are there profes-
sional societies or clubs where such
people might be found? If we are after
members of a given age group or a cer-
tain minority group, are there places
where groups of such people gather?
Again, if we simply begin trying to recruit
anyone in the general community, the
answer to this second question is “every-
where.” This answer makes our job a lit-
tle more difficult because it will be hard-
er to focus our recruitment efforts. Peo-
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ple who are everywhere are also
nowhere in particular.

Communities tend to be made up of
circles of people—social groups,
groups of employees, clubs, profession-
al organizations and other types. In iden-
tifying who we are after and where they
are to be found, we move toward identi-
fying the circles of people we want to
reach to present our recruiting message.

People also belong to readership, lis-
tening and viewing groups. if you are
going to use the media in your cam-
paign, you need to select which mediato
use based on the profile of its listen-
ers/viewers/readers. Any newspaper, ra-
dio station or television station can sup-
ply you with such information.

3. How should we go about
communicating with them?

After we have listed some locations
where people can be found, the third
step is to ask, “How will we communi-
cate our recruiting message to them?” In
general, the most effective means of re-
cruiting a volunteer are those in which
two-way communication is possible. The
best form is communication from a cur-
rent volunteer or board member, since
they are attributed with purer motives
than paid staff. (There is always the pos-
sible, subconscious suspicion that the
paid person is trying to get the potential
volunteer to do some of the work she gets
paid to do.)

One of the weaknesses of having no
particular target group in mind is that it is
difficult to use methods that involve two-
way communication when you are trying
to communicate with the general popu-
lace. If we are trying to recruit “members
of the general community” who are “ev-
erywhere,"” we have to fall back on one-
way communication such as direct mail,
press releases, posters, public service
announcements, grocery bag mes-
sages, newspaper ads, handbills or talk-
show appearances. Such efforts do suc-
ceed in recruiting volunteers, but they
are less efficient in recruiting effective,
dedicated volunteers than those meth-
ods in which a potential volunteer can
ask questions and in which we can
speak directly to the candidate’s own
needs and skills.

People volunteer only because they
want to. Helping a person see that she
can do something that she wantsto do is
easiest when a two-way conversation
can take place. Therefore, while | would
include easy and inexpensive methods

of recruiting volunteers in my recruit-
ment drive, | would concentrate on one-
to-one conversations and on talking to
groups smail enough to get a good two-
way conversation going.

Recruiting through such methods is a
more labor-intensive way of going about
it than the one-way communication type
of campaign. Again, this means involv-
ing other people in the recruitment proc-
ess. It means the volunteer coordinator
needs to manage the recruiting effort,
not do it all herself.

4. What will we say to them?

The fourth major step is to develop an
effective recruitment message. Often, no
thought is given to this at all—we just
send people out to talk about what the
agency does and about the kinds of vol-
unteer jobs we want people to do. By
doing this, we needlessly reduce the
number of people who will respond to
us.

An effective recruiting message has
three parts, the first of which is the need.
Most recruiting messages seldom talk
about why we want the person to do a
particular job. They only talk about the
activities the person will be performing.
This leaves it up to the person being re-
cruited to figure out what the need for
those activities is.

The need usually refers to something
that exists in the community, not some-
thing that exists inside the agency. “Our
senior center needs volunteers to help
cook hot meals for seniors one day a
week” is not the kind of statement I'm
referring to. The problem with such a
statement is that it conjures up only the
picture of sweating over a hot stove, and
it is too easy for a person to say, “Who
cares?” By including a statement of
need in the recruitment message, we
show people how they can help solve a
problem rather than merely do some ac-
tivities.

Oftentimes, for volunteers involved in
direct service, the need will be the need
of the clients to be served. A few such
statements of need are listed in an ab-
breviated form below:

® Nutrition center volunteer: “Many el-
derly in our community cannot afford to
get a balanced diet and are suffering
from malnutrition.”

® Hospital volunteer: “Many patients in
the hospital for long stays are lonely and
depressed.”

@ Crisis clinic volunteer: “Some people
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the second element of an effective re-
cruitment message, which is to show the
volunteer how he or she can help solve
this problem. In other words, now is the
time to talk about the job description or
what we want the volunteer to do. By de-
scribing these activities in the context of
the need, we make our recruitment mes-
sage more powerful. If we merely jump in
and talk about the activities without also
defining the need, some people will be
able to figure out why such activities are
important, but others won't. By making
the assumption that people will see why
the work is worth doing, we needlessly
screen out people who would like to give
their time to a worthwhile effort but aren’t
able to see why this job is important.
Using our example, the potential volun-
teer might be quite eager to help out in
the kitchen to help overcome the prob-
lem of malnutrition, while he may be to-
tally uninterested in the job if it is merely
described as cooking, busing dishes
and serving meals.

Of course, doing something worth-
while isn't the only reason people volun-
teer. Our recruitment message therefore
needs to show how they can meet other
needs they might have. This third part of
the message, the benefits, helps peo-
ple see how they can help themselves by
doing activities that help the agency
serve the community.

People volunteer for all manner of rea-
sons besides helping other people,
some of which are listed below:
® To “get out of the house”

@ To get to know important people in the
community

e To establish a “track record” to help
them get a job

® To make a transition from prison, men-
tal iliness or other situation to “the real
world”

o To “test the water” before making a
career change

@ To make new friends

@ To be with old friends who volunteer at
the agency

e To develop new skills

e To gain knowledge about the prob-
lems of the community

e To maintain skills they no longer use
otherwise

o To impress their present employer

o To spend “quality time” with some
members of the family by volunteering
together

@ To gain status

@ To escape boredom

o To feel a part of a group

26

To be as effective as possible, the re-
cruitment message needs to show the
potential volunteer that whatever combi-
nation of needs she has can be met by
doing an important job at the agency.
This section of the message is particu-
larly important in recruiting volunteers
for clerical or staff support jobs, such as
the legendary envelope stuffer. People
don't volunteer to stuff envelopes be-
cause of the sheer joy of it or for the
satisfaction of creating mountains of
mail. They do it for some other reason,
the most common one being the plea-
sure of socializing with a group of other
people while they do this important but
not very exciting task.

If the recruitment message is present-
ed in a one-way format, it should list
some benefits the volunteer coordinator
thinks will appeal to the target group. If it
is being presented in a two-way format,
where the recruiter has an opportunity to
talk to potential volunteers about their
needs, skills and desires, the benefits
can be tailored specifically to the audi-
ence.

Because each volunteer has a differ-
ent combination of motivations for voiun-
teering, the recruiter needs to know
something about the person in order to
do the most effective job of encouraging
him to volunteer. If the person wants to
meet new people, we want to make sure
we stress jobs that allow him to do that,
for example.

If the recruiter doesn't know the person
she is trying to recruit, and if she is able
to arrange the circumstances to allow for
it, she should spend some time with the
person to find out what kind of benefits
might appeal to him, perhaps suggest-
ing a few from the list above. This situa-
tion also provides the opportunity to
identify some things the potential volun-
teer is concerned about and enjoys do-
ing, and other clues to what it is he wants
to do. This may lead to the establishment
of new volunteer job opportunities.

For example, a person who wants to
help the aforementioned senior center
might have a hobby of photography. As
the recruiter talks to the person about
helping out in the kitchen (which is what
the agency wants him to do), she may
notice that he is only mildly interested in
that particular job. When she talks to him
about photography, however, his inter-
est perks up. She might then ask if he
would be interested in using his photo-
graphic skills to help the center.

If the recruiter learns what kinds of

benefits are important to the volunteer, it
is important that these be communicated
to the volunteer coordinator so she can
make sure the volunteer's experience
fulfills his expectations. One cause of
volunteer turnover is that volunteers
don't get the things they volunteered to
get. They volunteered to be with triends
and got assigned to different shifts; they
volunteered to escape boredom and
were given a boring job to do; they vol-
unteered to get involved in a regular,
soothing, non-stressful activity and were
given a high-risk task; they volunteered
to learn new skills and never got the
chance to do anything beyond what they
already knew; they volunteered to im-
press their employer and never got a let-
ter of thanks sent to the employer; and so
on. The information obtained from effec-
tive recruiting is the same information
that can be used in successful volunteer
retention.

The statement of benefits, like the
statement of need, is often omitted by
recruiters, perhaps because they would
like to ascribe purer motives to volun-
teers or because it is so obvious to them.

Stating the need, the job and the bene-
fits is essential if we are to have the best
chance of recruiting as many effective
people as possible. Regardless of the
types of recruitment methods you use,
tell the people what the problem is (the
need); show them how they can help
solve it (the job}; and tell them what they
will gain (the benefits) in the process.

5. Who will do it?

The fifth step in preparing an effective
recruitment campaign is to consider,
“Who will do the recruiting?” This is
where we decide how to get more two-
way communication into our recruiting
effort and who will take the responsibility
for creating posters, contacting radio
stations and other forms of one-way com-
munication.

As indicated above, the most effective
people are often those who are volun-
teers or board members of the agency. In
order to insure their effectiveness, how-
ever, we need to be sure they know that
this is their responsibility, and who they
are supposed to recruit, where to find
those people, how they are supposed to
do it, and what they are supposed to say.
In short, they need to be well-equipped
by staff to do the most effective job pos-
sible.

An often over-looked and extremely ef-
fective resource is a person who is re-
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(Usually a Number 10 is used, but an
agency could adopt a different format; a
Number 10, however, is the perfect size
for most letters and brochures.) This en-
velope might simply be a standard
agency envelope—or it might be a vari-
ation of the agency's standard envelope
with some volunteer recruitment material
appearing on the cover itself. A sketch of
a small child, a logo for the recruitment
appeal, or an invitation to “read what's
inside and serve your community” might
generate immediate interest on the part
of readers.

The business reply envelope (BRE)
is the “return” envelope readers can use
to send back their response cards. A
BRE is a relatively important piece in the
direct mail package. Although many
people will fill out a response card and
return it in their own envelope, direct
mail research has consistently shown
that BREs do induce greater response
rates. A business reply envelope simply
allows the reader to return the response
card by dropping the envelope in any
mailbox. No postage or addressing is
needed. A business reply mail permit
can be obtained at low cost from the U.S.
Postal Service.

Next comes the question of mailing
lists. The most extensive and well-pre-
pared appeal will do little good if it is not
directed to the right people.

Every agency has certain “publics” in-
terested in its programs and services.
Every agency experiences different ex-
pressions of interest and support from
different groups of constituents. If lists of
the various agency publics are not read-
ily available to the appeal coordinator,
he or she should seek them out. They
might include former donors, annual do-
nors, staff, former staff, clients, former
clients, friends of the agency, members
of affiliates, residents of the surrounding
community, local civic organizations
and neighborhood religious groups.
These publics will be the prime recipi-
ents of the agency’s volunteer appeal, so
the appeal coordinator must be sure that
o A list of the “publics” is available and
clearly understood;

e Mailing lists exist for each of the pub-
lics;

e The lists exist in a form suitable for
mailing a volunteer appeal (for instance,
the list might be on computer tape or an
addressograph file);

® The lists are up-to-date and reliable.

If the constituency of an organization
is diverse, a single volunteer appeal—
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however well written—may not do the
job. Individual appeals directed to par-
ticular segments of the constituency may
be necessary to motivate people to give
their time and talents. For instance, an
agency might direct one appeal letter to
former clients, another appeal letter to
“friends of the agency,” still another to
past volunteers. Each of the appeals
would focus on different experiences
and images of the agency; each appeal
would be written with a special group of
people in mind, and directed to the por-
tion of the list containing the names and
addresses of the clients, friends, or past
volunteers being targeted.

Just as in fund raising, the market for
volunteer recruitment may need to be
tightly segmented and the appeal’s for-
mat and content varied for each seg-
ment.

Publicizing the Appeal

The best appeal will not be fully effec-
tiveifitis dropped on prospects cold. An
agency preparing an annual volunteer
recruitment program would be wise to let
people know what's coming—especially
if the appeal is a first-time-ever event.

Several publicity methods have prov-
en particularly effective in volunteer
groups around the U.S. in generating in-
terest in these recruitment efforts.

First, pre-appeal letters can be sent
to volunteer prospects or the entire
agency constituency. Written by the
agency's chief executive, volunteer co-
ordinator or perhaps a board member,
the pre-appeal letter telis people that an
important and vital message will be
coming to them in the next few weeks. It
often asks people to be ready to make a
commitment of time or talent. It preps
people for what is to come.

Second, general media publicity is
useful for creating background knowl-
edge of the appeal. Media publicity can
include articles in the agency's newslet-
ter or house organ, features in the com-
munity’s newspapers, or if special
events can be staged, spots on local ra-
dio or television. (Some agencies, for in-
stance, highlight the contributions of vol-
unteers around this time and invite re-
porters to write stories or do TV spots on
them.)

Third, volunteer recognition efforts
can occur around this time. Some agen-
cies have an annual recognition and
awards dinner—thanking people for
their past efforts on behaif of the agency
and instituting a new appeal for volun-

teers at the same time.

Fourth, if the agency recruits volun-
teers via other community institutions,
speeches, talks and coffee hours
throughout the community are especial-
ly helpful. Most civic, community and so-
cial organizations, as well as churches
and schools, are usually delighted to
host representatives of agencies seek-
ing volunteer help.

Throughout the entire pre-appeal peri-
od, the agency's leadership should be
talking about the upcoming event. Infor-
mal contact and conversation with past
volunteers, mention of the appeal in
community contacts, and even, use of
buttons, bumper stickers, and posters
throughout the community all create a
genuine awareness of the work of the
agency’s volunteers.

Thanking Volunteers

Everyone knows that volunteers need
occasional recognition and thanks for
their work. Many agency administrators,
however, forget that new volunteers
need immediate thanks for their efforts to
come. Psychologists often speak of the
need for quick and substantial reinforce-
ment for new behaviors; this is true in
volunteer administration as well as other
areas of human behavior.

A new volunteer, walking into the
agency for the first time, will probably be
a little apprehensive or uncertain about
his or her duties, abilities and value.
Once a volunteer has made a commit-
ment to give time to an agency, the agen-
cy should do everything in its power to
affirm the role of the new member of the
agency team. A personal thank-you note
from the agency’s board president or
chief executive, a telephone call from
the volunteer coordinator, a tour of the
agency—with emphasis on volunteer
amenities (coffee pot, lounge area,[ li-
brary}—might be conducted, or, a small
gift (a book, membership card, or de-
scription of the agency’s history) might
be presented to the new volunteer.

Yes, volunteers should be thanked
from time to time after periods of exten-
sive service. But, new volunteers, em-
barking on a new journey in their lives,
need just as much recognition and care
(or maybe more) as “old” volunteers.

Follow-up

Although a volunteer appeal occurs
only once a year, volunteers work around
the year. Because volunteers are hu-
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